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CHAPTER I 



INTRODUCTION 



Summary of the Project and Findings 

This exploratory and descriptive study of the or- 
ganizational structures of public two-year colleges is 
concerned with the relationship between the structural 
arrangements of these colleges and their functions as indi- 
cated by the comprehensivity of their curricular offerings. 
Are there organizational structures which are strongly 
associated with a more comprehensive curriculum as indi- 
cated by increased career or vocational curriculum? what 
organizational variables are most strongly associated with 
career programs? 

The study attempts to utilize data from public 
documents issued by the colleges and summary reports by 
The Department of Health, Education and Welfare based on 
The Higher Education General Information Survey. Complete 
information was obtained for 201 (39%) of the 613 public 
two-year colleges listed in The Educational Directory , 

Part 3, 1968 . The colleges supplied organizational charts, 
catalogues and schedules. 

Parsons' functional model of organizational acti- 
vities was used to arrange the variables. Size and age 
viewed as independent variables were adaptive functions in 
terms of the Parsons' model. Curriculum size and the per- 
centage of curriculum devoted to career or vocational 
courses were treated as goal achieving functions, dependent 
variables in relation to organizational size and age. In- 
tegrating functions or intervening structural variables 
focused on centralisation and departmentalization. Four 
intervening variables were investigated. Two indices of 
centralization were selected, total administrative size 
and single versus multiple curriculum control positions on 
the second organizational level, subordinate to the chief 
executive officer. The two indices of departmentalization 
used were the hierarchical levels elected by the college 
and the discrete number of departments or divisions uti- 
lized on the third organizational level. 
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Contingency tables were constructed to establish 
both a profile for the colleges and comparable categories 
for analysis. 

Size and age categories were of approximately equal 
weight. Pearson product moment correlations were used to 
investigate strength of association between the variables. 

Size and age were established as independent vari- 
ables. Size proved to be most positively and strongly 
related to the dependent variables. There was a weak posi- 
tive correlation between age and curriculum size and career 
offerings. Curriculum size and career offerings were posi- 
tively related to a relatively strong degree. 

The intervening structural variables representing 
centralization provided some insight into the structural 
activities of the. two-year colleges. Administrative size 
is positively, yet modestly related to organizational size, 
weakly to age, and just above the significance level with 
the dependent variables, curriculum complexity and size. 

The colleges divide almost equally between those who have 
a centralized or single dean responsible for all curricu- 
lum and those with multiple positions who divide career 
and transfer curriculum responsibility on the second or- 
ganizational level. 

Colleges with a single position or dean offer 10 
per cent more vocational programs and have 20 per cent 
larger curricular offerings than colleges with multiple 
deans who report to the chief executive officer. 

When the structural variables related to the divi- 
sion of labor or departmentalization were investigated, 
there was a very strong positive correlation between the 
number of organizational or hierarchical levels and orga- 
nizational size. The relation of organizational levels to 
the dependent variables while positive was less than half 
as strong as that with size. 

The number of departments on the third organiza- 
tional level is weakly related to size and not signifi- 
cantly with age. There is however, a very strong positive 
relationship between an increased number of departments 
on this level on the career curriculum offerings. Total 
curriculum size is also strongly related to the number of 
divisions or departments utilized on this level. 

The strong relationship between organizational 
size, curriculum size and career curriculum suggests that 
environmental variables such as population and economic 
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factors such as business and industrial activities should 
be further investigated. 

When age categories are examined, these colleges 
appear to maintain slightly more than one third of their 
curriculum offerings in career or vocational programs. 

Divisional or departmental autonomy at the third 
level is strongly associated with a more comprehensive 
curriculum. A single dean or director for curriculum and 
instruction is also more strongly correlated with curricu- 
lum complexity and size. 

The finding from these data indicate that it is 
possible to utilize data from the selected sources for 
organizational studies. The assertion by some authorities 
that decentralized curriculum control at the second level 
is essential to the growth of career curriculum is not sup- 
ported. Centralized second level control related most 
strongly with increased career offerings. 

The two-year colleges reflect the classical pattern 
of polarization between professional and bureaucratic 
authority. Decentralization on the third organizational 
level where professionals function is strongly associated 
with increased curriculum size and career offerings which 
is an expressed goal of these colleges. On the second 
level where administrators are most active, a larger cur- 
riculum size and career offerings are associated with 
centralized control positions. 

Of the four intervening structural variables in- 
vestigated, neither the size of the administrative com- 
ponent or the number of levels utilized to organize col- 
lege activities related strongly with either increased cur- 
riculum size or career offerings, the indices of compre- 
hensive programs. On the other hand both variables, the 
centralized control of curriculum at the second level and 
the number of departments on the third level, were posi- 
tively and strongly related to the dependent variables, 
curriculum size and career program size. 

Broadly conceptualized from the Structure-Functional 
point of view the questions asked originally by this study 
sought organization correlates related to goal achievement. 
Analysis of these selected data suggests that there are 
structural arrangements which correlate significantly with 
organizational goals as expressed by a comprehensive cur- 
riculum. The colleges do realize and maintain technical 
curricular offerings and there are structural arrangements 
which correlate significantly with increased technical 
course offerings. 
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Introduction 



Increasingly, higher education has become a center 
of attention and national concern. Several commissions 
have issued specific proposals for improving the perfor- 
mance of colleges and universities.! 

Social interactions in higher education are among 
the most complex and sophisticated behaviors of man. 
Creating new knowledge and communicating the central so- 
cietal and cultural knowledge involves the campus in an 
intricate web of fragile, easily fractured relationships. 

The continued concern of public, students, and 
faculty about the structure of higher education has re- 
sulted in a flood of articles — polemical, prescriptive, or 
pejorative in nature. Their oversimplified suggestions 
often reflect a total innocence of experience regarding 
the organizational intricacies of higher education. 

Although the goals of higher education remain dif- 
fuse and undefined, colleges and universities continue to 
be evaluated without considering this limitation. Current 
proposals to restructure these organizations ignore even 
the modest knowledge available regarding present structural 
arrangements . 

The traditional structure of American higher edu- 
cation involved either independent colleges, professional 
schools, or graduate schools which shared a campus with 
them. Because their resources were relatively stable, 
growth was a selective process of matching faculty and 
students to available resources. Organization was simple, 
and changes evolved as new situations arose. 

Knowledge created on the campus has generated de- 
mands which overreach higher education's traditional capac- 
ity. Demand for trained manpower is one of the forces 
which has brought American higher education to its present 
size ar.d status. The factors which exponentially expand 
this demand are growing. A college must organize itself 
to meet the consequences of its earlier success. 



priorities in Higher Education , Report of the 
President's Task Force on Higher Education (Washington, 
D.C.: U.S. Printing Office, 1970); Third Report , National 

Advisory Council on Vocational Education (Washington , D.C.: 
U.S. Department of Health, Education, and Welfare, Office 
of Education, July 10, 1970); The Scranton Report , Presi- 
dent's Commission on Campus Unrest , "The Chronicle , " 

Volume V, Number 2, October 5, 1970. 
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Philip Hauser, speaking of the new role in higher 
education of two-year colleges, views their development as 
necessary because, "for the first time in our nation's 
history, public education has failed to prepare adequately 
a whole generation of urban Americans for the increasingly 
complex world of tomorrow." 2 

An ideal college in another century may have been 
a log with Mark Hopkins on one end and a student at the 
other. Contemporary colleges require a new analogy. They 
need to be bridges across the chasm between known present 
problems and unknown conditions for social survival. Their 
structures must be cantilevers solidly built on present 
knowledge, capable of supporting traffic of unpredictable 
proportions into the unknowns of man's future. 

Accelerating industrialization, urbanization, and 
technological development generate new categories of em- 
ployment, expand the division of labor, and escalate the 
level of training needed to qualify for employment in 
most occupations. Two-year public colleges have recently 
evolved within the traditional structure of higher educa- 
tion to deal with increased population of college students, 
to expand educational opportunity to larger numbers of 
citizens, and to enlarge the scope of post-secondary edu- 
cation to include new careers in new occupations as they 
develop. 



The goals of the two-year colleges are more re- 
cently formulated, less global, and more specific than 
those of the older colleges and universities. They claim 
both social and educational relevance because their com- 
prehensive curriculum reflects the spectrum of the larger 
social order. 

This is an effort to gather, organize, and com- 
pare data which accurately portrays existing organiza- 
tional structure of public two-year colleges in America. 

Toynbee sees organization as the basis of civili- 
zation. As the Northern portion of Africa desiccated the 
Nomads responded by organizing, damming the Nile, irri- 
gating the fields to produce a quality of life never be- 
fore known on that continent . 

Present manpower needs threaten to evaporate the 
economic resources upon which higher education depends. 



2 

Philip M. Hauser, "Social Change and The Junior 
College," in Selected Papers: 47th Annual Convention 

(Washington, D.C. : American Association of Junior Colleges 

1967) , p. 9 . 
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This places man in an environment similar to his nomadic 
North African predecessors. It is imperative to organize 
and channel the flow of knowledge for instruction and 
application to provide a new quality of life for the world 
in our time . 

The 2,537 institutions engaged in higher education 
in the United States are central to the conduct of national 
life. They constitute man's most sophisticated means for 
the development and dissemination of knowledge, as the 
interval between the discovery of knowledge and its appli- 
cation collapses, their structure and function becomes 
more crucial and subject to scrutiny. 

While selectivity and limited enrollments of 
planned dimensions have been a characteristic of the ma- 
jority of colleges and universities, this is not true for 
the public two-year institutions. An "open door philos- 
ophy" is their primary characteristic. Unanticipated 
growth has been a major consequence of this philosophy. 

This "enfant terrible" has assumed a major respon- 
sibility in higher education. No study of their growth 
and development has provided more than a casual descrip- 
tion of their structural arrangements. 

A secondary characteristic is their functional 
goals which express a common philosophy. These reflect 
an adaptation to the community needs — educational, occu- 
pational, and often social. Linked by proximity, ideol- 
ogy, and economic support to the ebb and flow of community 
life they represent, in Blocker's terms, a "social syn- 
thesis . "3 

These functional areas are generally considered 
necessary for their success: 

1. Transfer Programs are usually in .traditional 
disciplines , may be pre-professionally- oriented 
and are accepted for full credit by a university 
or college. 

2 . Occupational Programs are aimed at preparation 
for employment- -either directly upon completion 
of the community college or eventually upon com- 
pletion of additional education. 



3 

Clyde E. Blocker, Robert H. Plummer and Richard C. 
Richardons, The Two-Year College (Englewood Cliffs: 
Prentice-Hall^ Inc. , 1965) , p. 221. 
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